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CORDIRATIAN 4 HESPIHS

In discunsing the coordination of nmationel intellisence if seerm te
s at the mutset that coordinstion ls certalnly
here to stay snfd probebly will eontinue to be conducted pretiy mueh alung
present linss, Yo smount of tall: will either make it go eway or alber
its basic navure. Thiz i8 so 20% becausc those people jwesently responcible
for coopdinating netional intellipense are insensitive Lo visions of an
idaal warld where gentlemen geholars would discuss world jroblems broadly
and then petire to write Individeal aspprecietions., It is so primerily
besouge nitions) intalligence has tecome an integrel paxrt of the corplex
mashinery for plaaning and polisymeking of the US Goverment and hes
thereby sequired respowibilities not rreviously held ly intelligence.

Iu the earlier and possidly more light-hewrted years of CI4 it uas
slusys a sabter of some speculation as to vho the users of natlionsl
intellicence reslly wolv. ¥e nad a distpibution liet uith neves = 1%,
but we had 1ittls ovidence &s to what happened the estirates wore
delivered, Ue were in the position of shooting arrous Into tie &lr -
some of thenm elepently sheped and still bearing the tool rmarks of
Irdividusl eraftemen -- and having then land we knew not where, Thare
was sone fretilng over thiz weerteinty, but it wes balanced %o 2 degree
by sn scoompanying freedom in how we divected our effort, Coordinegbion
in those days veried in its difficclly and ite intenniveness almoet with
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the moods and stotes of healtk of the rerticipants, On one cocesisn, &
soardinatiom meeting would boeome zlncet a mro forme gperation, Un
snother, it mlght be the scene of sharply persanal biskering and bad
fesling, illuzinsted uith sparks of verbal wit and ghowered with fovensic

Ovar the (met Tive years this has changed, The broadenirg development
of the oenbraliized planning and policymeking mechanism has brought shaxp
changes in all sovermental ectivitiss involved with rrobleme of netional
seeurity,  Hotliongl intelligence hns heen affected glong with the roet,

At the sane time, nstional intellipence has galned ptrikingly in prestipe

and suthority, rartly as a consequence of its now respensibilities In

policy and plaming ot alse ns & result of grewing maturity end tuchnical
sent throughout the entire intelligenme comamity,

We no longer are in any denbt as to what use i5 wade of mebional
estimates, In a mijorily of cases, the custamer {(the Eztiomal Zecurity
Gounofl, one of its smjor meriers such as the White House, or one of its
mibordinate components such ao the Plaming Boerd) has given us specifisa-
tions for the sogpleted tasgk and has zet o date for its a&},e@im, g
eur custorer &lscovers new specifications to be included, slterations are
madle before tho ostirate is ecspletedj if he dissovers his need has creater
o less wrgensy than origlnally thought, the timing iz sdjusted, In all
those e vhere the polisy szx planning mechuniss hne srigineted the
reguert, we know from the cutset that the finished estinate will become
the besis for a review of US wligy bomard the aprea or jxoblem under
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of other estimtes sheh have besn initiated throwgh gthor aunploes,
ingloding ow v,
Tt is not new far Intellligeroe to serve as & hasls foy policy. o

greater or lass degres, this hae abumys been 60 ardt has provided
{1icence with lte peason for being, What in new is that thie relation-

the sonpetion foxr rore direst and effoctive than ever before. fecomition
wnroughoul tre intelligence etmsumity of the imaodisey of thike coonoctlon
nas profoundly affeoted both ¢ estluates themsolves and their comding-
gi%‘;

The mresent dmy national crtimete bears wily an indistinct re-

seublange to one of lte remote migostars, the liferary or scholarly

hlanoe wes more spperent than it

is todzy, antt 1% sontlmnes to be eonsiderably more appsrent in itish
mtionel intelligence papers, lnown as *appreciations®, (It may not be
significant ot it is at least ittevesting thet for us the word |
rappreciation’ carries comnotations of artistic eadeavor and to the
British the word "estimate! conveys a meshanical totddng up, not umlike
the eptimate the plmber yrovides before begimning work,) It Ls inevid-
able and croper thab some resdors, tringing to bear primarily the

Tor literary or scholarly esemys, should eritisime the nabiomel

estinmates i geersl lsek of reader appeal, It is perhwpe alse

.3w
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inevitable bubt ponsiderably less proper that they ghoalsd stmulbescosly
place the blame for this eondition entirely on the precess of cocrdination.

Hiational estinetes ave net soholerly ossays. They are reimeriyy
werk pepore for planners and pellgrmabers. iin dose uch meén that
thess pmers necd bo wweadsble, or thet they eannpt ba mare roasdable
than they swmotizes ave, bub it doco rean that they mugt be the ermbodlmpnt
of rrecise witing, Anyone whe han ever trisd %o urite really mecisely -
so orecisely thnt several dif7erenl groupe of plamers can wt saolly
the same conterr. from & staterert of fact or 2 Judgrent - knous theb
in order to reach such mecision one st boil off meerly all the esters
of persanal flavor snd strive for a flat objectivity, Also, in this
comwotion, me wust bear in mind thet the plamers and pel
question are high level and have soither the tims nor the necessity to

sagter enormous quantitiss of deteil, They mﬁé aly that macwst of
dotall necespery 3o support the nandful of key cstimstive jJudpments to
be made aboub the situwstion before them, FPrecise, rmbersllsed discourse
does not usuplly make good bedside reading, but it can, il properly
contrived, provide s basle for high level poliey plamning.

Yeving seid this mich, lot u look more narrewly at the lmpact of
soordiration upon these natloan’ estimates, Mirst of ell, let there e
ne mistaks ohoat the neoessily Jor coordination, Many eriticisms of
the present coordinated estimates represent an attempt, in ere gulse or
anpther, to sgelem sway from this secesaiiy. Tt may be true that e
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individual, or 2 smmall group of talented individuals, could on mery
vosaslong write estimetes with sharper edges than coordinated estimates,
et the diffiewity ls that such ostimmtes would not mest the need of
the White House and the Hatisnsl Security Counell, What the highest
levels of ths natdonsl zoveymiert nost emgphatiecally do not meed is 2
bateh of cetimabes on the seme pibjeot hy eseparate intellirence orpanieg-
tions, cach taper cut of key with the other in axposition, eyhasis,
and saolusien, This situebtlon vonld merely [ess responsibility for
the ultimate imtelligence Judimend on o the pelloymalers, What bhay
require insteed i» a single doczmert vhish condalns the collaotive
Jodgmant of the imtalligzense cosruniby, an estlmte ubhich deliimstes
the areas of genersl intelldgenge spgreerent and identifiss where
sgary the pointe of major sehstontive diassent, an estimete to vhich

81l the chiaf Intellipemce officors of the nptionn) government will
sonowr, Losked et from this perspoctive, the eomdinetion process becoren
the heart of tio matter, not tn umwoessary evil, Ide cherscteristic

foots and L{is bardens become Irollame to be worled with and to be cased,
not avolded, In fact, looked at from this angls, owe cen oven sveognine

that the soordiration process has Lenefile andd veribde in ile ownm pight,

Inwwing as thay do that the finished nationsl estirate will beome
the basis for & pelicqy which will vitelly affoet itbe mispion and
regponsibllitics of their deperieent, the rejrecentatives of the various
intelligence agengdes take the goordinating seesions sericusly, As their

pertventst spokagren, they have & deep sngd resporsible interest in
“how
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seeing thet the Final estimmbe does not ignore informetion avallible to
their depertment or doss not krrive st Judgmnbs contrary to the views
of thelr departremtal intellijesce spcialistes and chiele, Al Uw same
time, they must awold dempgliop t'e szectipge and integrity of their

ptal viows In deflsnce of contrary evidence

The CIA responsibility in tods process 8 differect in kind but
equally srect, In the Tirst Slpce, the draft dlscussed by the coordination
weeting 15 & CIA dralt beced on uritten comtributions from tiw seversl
departaental sgemeies, These confributlons, frequently longer Wdividuslly
then the [inighed cetimate, se rich in detall and smalywis and provide
a broad bese for the cetinmste, The JIA drafters gymthesize these Jdepors-
mentel payers latp 2 single estimte, melting swh asugmentetions or
changes in sralyois o ompheples as they think the dbjeotliwe situntiom
requires, When this drafty well-tusted within SIA, is placed before
the gocndingtion meeting, It e 1te own inmer coheslon and sbrength,

Like ell well«comptruoted and reililed pleces of writing, its btullt-in
inertis males 1t hard Yo move wery far. IY respends pendly to mudges
but resists baprd shoves, Moyoover, 1t has the suppart and protection of
the CIA rmepresenistives, ineluding the ohalrmen, who, though ready to

sagept sugsected fmprovements srd welful additions or coarrections, are
gquick to chwllenyy ostlmative chonges wsmppated by ssund evidence or
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gbieotive reasaning, The natiensl estimate which emerges frem fhls
intonslwe cosrdination heas besn thoroughly stretvhed and tested bot most
times hat not been slbered Duderertally. On those secasious when doope
resching changes have boen made, We UIA remesetotives have beore

couvinced that thase changes would produce glrongey, sounder sstimetes,

A coxmen cosglaint sbout seordineted inbellispnes - ar coordinated
snyihing for that metter -- is that 16 nerely reprosents tie lowest
comen denominnter of opinion, In the lght of the discusslon sbove,
the ooy accurabe rebuttal to this cherse as ii aprlles to nationgl
estimaber 18 thet it 1s pob true, It 1s trae bhot some degres of
compronise 15 noerly slweys Liwolwed in the effari $o reach full agree-
nent, Short of paing e wer, no athod other than compromise would appear
to be available For reaching vwriitten agreement on really camplicuted
matters, Thisz is all the more true In the »eplon s:vf Judgment and future
projectlon shere mational estiumber must necessarily operate. .unlelllzent
pot responsible cempronise ig & essentisl tool In the coordingllon
yrosees, but, Ly dellnition, intolligence corpromiss docs not inehvle
sdding buckets of water to sound Julgrents morely So obbaln agreed
positions, The svenue shich eve'los us to sveld this undesirsble rosult

“¥oeping in nind that the rrimery misslon of nptlonsl Intellizence e
to provide the Whits House anmd e 'SC with goyeed estinates, 1t cught to

-w?!i-
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be apparent thet & matienal eptiato laden with dissents would not it

the yequiremeat, &y the came tokeu, however, &n catlmete whioh plossed
aver, or campradped out of exdsience, lagltinate and fundsmental
divergenous wenid nob meet the requiremsnt, One doos not wart to confrost
the Frasident or tlp Secretary o ‘efunse ab every turm with “zwmitw&
differences vhaich force him to rale his ol ohodlcs, £t the stne tiue,

one dons not ot bo peper over substastisl divergenses and st hin
believe no éifferences of vieuw c<int,

one st renlize, however, thot dissents sro not easily comirived,
Pirst, the actual sabstantive difforence rmst be isolated and the
dipsenter convineed thet his is tho dlsserding end not the majorlby view, .
hen ke must scoustom himself tr the notion a7 standing naked snd alone
in & footnote with his peers svayed agalnot hdm in the mein text, dach
of these stepes iz lLoveriebly screpanied by swrges of new convichiosn on
the part of the dissenter thei L:is ~ositlon ls the right one, after all,
end that me wore try will cemert the rest of the group, In short, the
trickical and cont vexing moblens in soardinabion revolve arsund wben
et and styrdve instead for dissent and
hew %o obialn a really useful dissect omge the deslelon has been made,
mt to g5y ik is heard is not 4o =y it cannot bte done, Lissents %o

to abendon tle quesst for o

pwvent the sbuse of ceordineilo. are smployed as often now as e wib
sk #k811 of the $IA esardineters con bring then aboub, ‘rouwlng mturity
ambrg the intelligence cormunity will rrobably make this an ceslsr result
to obtain as tlme poes on,

w £ -
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Another copdn compleind about coopdination is that it talme oo
magh time the estimates sre np lompor Zresh when ey arve rroduced,
In agtuel fact, this oriticlsn hos less velidity than almost any other,
No one involvad fu produning netisnal sotimetes would dony it takes
taken ap long ss ton momthe. Eoubtine egtimates samonly tale six to
wight weslsm, i tis other hand, the IAC machinery has pxoduced o
coerdinated rations catimate i five hours and has on severel ocomgious
oredugad then in 36, U8, or 10 hows, At fivst glonce, in 2 world where
the daily newspoper is repularly scooped by selovision, six to eight
wesks, lot slona ten months, peeg 2 uwnconseionable amomnt of time,
iven five or forty-elght howre peerg long, Tiewed from the perspective
of operatisnsl or curreat intelligenes, it probebly 1s & long thee, Viewed
frem the percpective of plarming national strstegy, 1t is not. & rovdber
of our estimates mwoject forwnrd five yemrs boecause it is necessery for
some kinds of polisy plamning te look CTive yoars ghead, NHesrly rll the
estimates mroject et leasst a yeoer shead, Against this tize span, the
time talen to roduce them dops aoh seonm long. To pubt it snother way,
gn estimte which could not withobed the passing of & mere eigd wseks
could somrosly cerve as the besls far plmming 2 year or five yeers ahoesd,

Bub whatevor view ote bae ebout the right lenghh of time %o:spend
mredusing a sourdinnted netional estlmte, the rewmnrimble fact it Lt

-l -
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the coopdingtion itself -~ thn “ipe spent in meotioss resclving Jlfferenecs
in vieup and cbtnining an agreed text -- tabes oy & smwll frection of
the tetal tire spant, A shudy o7 tuenty-four plaamed end routiw netionwd
esbimutes, the longest taking B0 days to praduce and the shortent &0

days, disclopen vhat the sverms tiss scbtuslly required for coordinsbion
metings was wider ten percent, The remainder wes speslt in the preperation
of teras of refervrs, resesyrh, the reparstion of egensy contributions,
and the writing and reviewlng of the dealt withlin CIk, Fven this low
percentage figee does not tell the full stery becmuse 1% Includes
estivates o such matters as Foviet pross ospebllitics, where wecks of
meetings were held Yo work over the compliecsted evidence underlying
detalled sirength figures and ceoabilitles estimates, 4 nove rejresenta~
tive figre for coordination isetings would e betweon one ad thves

days, =oet gemmamly two,

Is one led isevitably by t:is dincuseion to the conclinsion thet the
art o tourdinating npidonal eatinates i in 2 perfeet siater

1z covtainly no. 8 0 all good-nized peetings, beth vithiln
govorrsent and ulthout, progress ir coordination sessions is frecuently
slow and wnoorteln, Too frequenily, those who luow the leagt tolk the
BOBL. VO WOrDS, oh some coeaslone ene of the pertleipsnts may be
vivtually devald of sulx
vnderstondlog of $he substanoe uuder discuspion come se rigidly instructed
regerding a cartsin point that discussion of it is futile. Almost ahmys,
- 10 -
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there is & jendendy among the pariicipants to comdt that fundamentsl
but allbe«ipman serantic orror, that of identilying the word |

| with the thoughts Thought A can anly be expressed by Word A,

Yhat s the vepedy far this stete of affalrs? What can o dong,
rarticulsrly when much of the diifieulty is ifnhberent in the methed?
Can ¥ overcome the fundamentsl el iclency of the committee meetling,
that peculisaly American comtribuiion to the erts of geverning? sell,
covtalilly not, mut ve can exploft fully owr growing technique in ruming
5, extracting fron them their reximm value a5 the oreaters of

mew perspectives #nd holding to = xinbmm thelr nope-productlve aspocts,
Lan uwe olpvate semendic undersba-ding and sorbistication to such 2 level
as Lo remove this most frequernt Larrier Lo agrecment? Agein, no, 2%
isast not all at ence, but we can reopgnize this sherdeoming in curselwes
md thus contribode to greater flex?bility in achieving e scludien,

In shord, the path to luprovement of the goordinastion process lics

not Blough the imcosibtion of idegl sclublons Wt throwsh gredusl, slow

pdvance by asall adjustents bere gnd there, We can oblain betier guallity
of representation at the coupdinatlion weetings. Thare is, in faet,
percephibls preiress in thie res ect cwr the past several years, Tiw
aivantages of sending vepreseztsiives with sibstantive aderstandlng

and empowering thon with a felr cepree of latitude in megotiation ere

already sppavoot %o mort of s 740 apencies, ‘e can mohiave a bigher

- 11 -
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degres of pgroup responsibility s« freedon frov partisen atbliudes o

maturity inereases, Yorpowver, vo osn adept varlsus innovalions in

ure o they seem desirsile. e could, Just lor exawmple, ask
the IAC agencies Yo pend repswscntatives 46 partisipate with ue In
the drefting pesslons on certalr oncasione in order to epeed the

process and Ceellliste agreemand, Dut vhatever we 4o, we eawnol w-
g8 I hope 1 have pede cleary -~ ¢o sumy with the comdination prooess,
1% is the heart 3 natlional $2%e1ilreace, 7o meke it tick stromoly

and surely ia s preblem,

Ry 9. SMITH
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